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INTRODUCTION

Automation in L&D: Data
Readiness, Governance, and
Scale

Learning and development teams are investing in automation. Workflow tools are expanding. Al
features are being layered into platforms. Expectations from the business are rising.

But automation only scales when the data underneath it is structured, consistent, and connected.

This report examines the automation maturity gap in L&D: the growing divide between teams that are
experimenting with automation and those that have the structured data foundations required to scale
it reliably.

1. Automation ambition is outpacing data readiness.

Across industries, leaders acknowledge that data foundations are the biggest barrier to scaling
advanced initiatives. Accenture found that 65% of CXOs say building an end-to-end data
foundation is a top obstacle to scaling, and 48% report they lack enough high-quality data to
operationalize initiatives effectively. The same pattern is emerging in learning operations.

2. L&D is under increasing pressure to prove business impact.

LinkedIn's Workplace Learning Report highlights the need for L&D to tie outcomes to "make money,
save money, mitigate risk," yet many leaders still struggle to clearly articulate that value. Without
structured data, automation cannot deliver the visibility required to meet this expectation.

3. Fragmented learning data limits automation at scale.

Inconsistent learner records, disconnected systems, and regional variations in course or compliance
data prevent workflows from running reliably across the business.

4, Structured data is what separates pilot automation from scalable automation.

When learning data is standardized and accessible by design, automation works across systems,
reporting becomes reliable, and operational complexity decreases rather than compounds.
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ABOUT ADMINISTRATE

Administrate structures training
data and unlocks powerful
automations.

Administrate is a learning technology company based in Edinburgh, Scotland. Administrate is also the
name of our training management system, which is the only TMS dedicated to live training.

Our training management system helps enterprise training teams manage live training. We've helped
customers like Maersk Training, Roche Diagnostics, and Siemens Healthineers train thousands of
learners every year.
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CHAPTER ONE — AUTOMATION PRESSURE IS REAL

Automation Pressure Is Readl

Learning and development is operating in a
different environment than it was even five years
ago. Expectations are higher, the scope of
responsibility is broader, and scrutiny from the
business is stronger.

Demand for learning is accelerating. LinkedIn's
Workplace Learning Report shows that 91
percent of L&D professionals agree continuous
learning is more important than ever, and 88
percent of organizations are concerned about
employee retention, positioning learning as a
central lever for keeping talent.

At the same time, learning teams are being
asked to support skills transformation at scale.
TalentLMS reports that 79 percent of HR
managers say their company is adopting a
skills-based approach. This shift requires clearer
visibility into skills data, role alignment, and
learning pathways across the organization.
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Measurement expectations are also rising.
LinkedIn emphasizes the need for L&D to tie
outcomes to "make money, save money, mitigate
risk," highlighting the growing pressure to
connect learning to tangible business results.
Hemsley Fraser's global impact survey similarly
reflects increasing focus on demonstrating
measurable business impact from learning
investments.

However, this expansion in scope is not matched
by an expansion in time or resources. LinkedIn
identifies lack of time as a top barrier across
managers, employees, and talent teams.
Training Magazine and ATD reporting continues
to show significant annual investment in training,
yet the operational burden on learning teams
remains high as delivery models grow more
complex.

At the same time, Al and automation are moving
rapidly into the learning technology landscape.
Industry reports from providers such as The
Access Group and Synthesia highlight growing
adoption of Al-driven tools in L&D, further
increasing expectations that learning operations
should be faster, more responsive, and more
data-driven.



CHAPTER ONE — CONTINUED

Taken together, the patternis clear.

-

L&D is expected to operate at enterprise speed and scale. It must support retention, skills
transformation, compliance, and performance. It must demonstrate impact in financial and operational
terms. And it must do so within existing capacity constraints.

Under these conditions, automation is no longer optional. It is becoming a structural requirement for
operating at the level the business now expects.

The challenge is not whether to automate. It is whether the underlying learning data is

structured well enough to support automation at scale.
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CHAPTER TWO — REPORTING AND IMPACT MEASUREMENT

Reporting and Impact Measurement

One of the clearest pressure points in L&D is
impact reporting.

LinkedIn's Workplace Learning Report shows
that while 91 percent of L&D professionals say
continuous learning is more important than ever,
proving business impact remains a persistent
challenge. The report emphasizes that leading
organizations tie learning outcomes to business
goals such as revenue growth, cost savings, and
risk mitigation, yet many learning teams still
struggle to measure impact in those terms.

This gap is reinforced by broader industry data.
Hemsley Fraser's 2025 Global Impact Survey
reports a growing focus on measuring business
impact from learning investments, reflecting
increasing executive scrutiny around ROl and
performance contribution.

At the same time, TalentLMS reports that 79
percent of HR managers say their company is
adopting a skills-based approach. Skills-based
strategies require clear alignment between
learning activity, skills development, and
performance outcomes. Without structured and
consistent learning data, that alignment
becomes difficult to demonstrate.
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Automation is often positioned as the solution.
Automated dashboards, scheduled reports, and
integrated analytics promise real-time visibility
into participation, completion, compliance, and
skills progression.

However, automation cannot fix fragmented
data.

When learner identifiers differ across systems,
when course or session metadata is inconsistent
across regions, or when compliance states are
defined differently by business unit, reporting
outputs become unreliable. Automated
dashboards may update quickly, but they may
not reflect consistent or comparable data.

This is where automation frequently breaks
down in L&D. The expectation is real-time insight
tied to business impact. The reality is that many
learning ecosystems still rely on partially
standardized data, manual reconciliation, and
context-specific definitions. In that environment,
automation accelerates reporting workflows, but
it does not necessarily improve reporting
accuracy or credibility.



CHAPTER TWO — SKILLS AND INTERNAL MOBILITY

Skills and Internal Mobility

The shift toward skills-based strategy is one of
the strongest drivers of automation in L&D.

LinkedIn's Workplace Learning Report highlights
internal mobility as a growing priority for
organizations, with roughly half of L&D leaders
identifying it as a key focus area. Internal
mobility depends on understanding what skills
employees have, what skills roles require, and
where gaps exist.

TalentLMS reinforces this shift. Its 2026 L&D
Benchmark Report shows that 79 percent of HR
managers say their organization is adopting a
skills-based approach.

That level of adoption signals that skills data is
no longer a peripheral initiative. It is becoming
central to workforce planning and talent
development.

The Access Group's Future of L&D report also
reflects rapid Al adoption in learning functions,
particularly in areas such as skills mapping,
personalization, and learning recommendations.
As Al-driven tools become more common,
expectations increase that learning systems can
dynamically match employees to content and
development pathways based on skills data.

However, skills-based automation depends on
structured, consistent data.
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To automate skills mapping, organizations need
standardized skill taxonomies, consistent
tagging of learning content, and clear alignment
between roles and competencies. If skill
definitions vary across regions, if learning
activities are inconsistently tagged, or if role
data is not reliably integrated from HR systems,
automated skills matching produces incomplete
or misleading outputs.

In practice, many organizations have introduced
skills frameworks and Al-driven tools before fully
standardizing the underlying data. The result is
partial automation. Recommendations work in
some cases but not others. Reporting on skills
progression varies by business unit. Internal
mobility insights require manual interpretation.

Automation in skills and internal mobility is not
primarily a tooling challenge. It is a data
structure challenge.

When learner profiles, skill definitions, role
requirements, and content metadata are
standardized and connected, automation can
support internal mobility at scale. Without that
structure, automation remains limited to isolated
use cases rather than becoming an enterprise-
wide capability.



CHAPTER TWO — COMPLIANCE AND RISK

Compliance and Risk

Compliance is one of the most automation-
heavy areas in learning operations. Certification
reminders, renewal cycles, mandatory training
assignments, audit reporting, and exception
tracking are frequently automated to reduce
manual effort and improve oversight.

However, compliance automation is only as
strong as the data that supports it.

The Precisely and LeBow College 2024 report
found that 62 percent of organizations cite data
governance as the biggest challenge inhibiting
progress toward advanced initiatives, and only
12 percent consider their data Al ready.

While the study focuses on Al more broadly, the
implication for compliance automation is clear.
When governance and data consistency are
weak, automated processes operate on unstable
foundations.
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Accenture's data readiness research reinforces
this point. Sixty-five percent of CXOs report that
building an end-to-end data foundation is a top
obstacle to scaling initiatives, and 48 percent
say they lack sufficient high-quality data to
operationalize them.

In regulated learning environments, insufficient
data quality directly affects certification status,
audit readiness, and risk reporting.

Training Magazine's industry reporting also
reflects sustained investment in compliance
training as part of overall learning spend. As
organizations continue to allocate significant
budget to mandatory and regulatory programs,
expectations increase that compliance status
can be tracked and demonstrated clearly.
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CHAPTER TWO — COMPLIANCE AND RISK (CONTINUED)

Automation promises to reduce the But when compliance data is inconsistently
administrative burden of compliance. Automated defined across regions, when learner identifiers
reminders, escalation workflows, and real-time differ between systems, or when certification
dashboards are designed to prevent lapses and states are not standardized, automation can
provide clear audit trails. introduce blind spots rather than eliminate them.

A workflow may run on schedule, but the
underlying data may not reflect a consistent or
complete compliance picture.
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CHAPTER THREE — THE COST OF FRAGILE AUTOMATION

The Cost of Fragile Automation

Automation is often framed as a cost-saving
measure. The expectation is that workflows
reduce manual effort, improve speed, and
increase visibility.

However, when automation is built on
inconsistent or poorly governed data, it creates
a different set of costs.

Enterprise research consistently shows that data
readiness remains a structural weakness. The
Precisely and LeBow College report found that
62 percent of organizations cite data
governance as the biggest challenge inhibiting
advanced initiatives, and only 12 percent
consider their data Al ready. This indicates that
most automation efforts are being layered onto
data foundations that are not fully reliable.
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Accenture's research reinforces the pattern.
Sixty-five percent of CXOs report that building
an end-to-end data foundation is a top obstacle
to scaling initiatives, and 48 percent say they
lack sufficient high-quality data to
operationalize them.

In practical terms, this means that many
organizations are investing in automation while
simultaneously acknowledging structural data
gaps.

The gap between adoption and effectiveness is
also visible in Al-focused studies. While adoption
of Al tools in learning is accelerating, successful
implementation rates are significantly lower than
initial experimentation levels, indicating that
integration, governance, and data consistency
challenges remain unresolved.
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CHAPTER THREE — CONTINUED

In L&D, these patterns translate into operational friction:

Automated workflows require ongoing monitoring and manual correction.

Reporting outputs need validation before they can be shared with leadership.

Integrations must be reconfigured when data definitions change.

= Regional variations introduce inconsistencies that automation cannot resolve on its own.

These are not visible line items in a budget, but they represent real operational cost. Time spent
maintaining fragile workflows reduces the efficiency gains automation was intended to deliver.

There is also a credibility cost. When automated reports contain inconsistencies, or when compliance
dashboards require explanation due to data discrepancies, confidence in the system declines.
Automation increases speed, but without structured data, it does not increase trust.
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CHAPTER FOUR — WHAT HIGH-PERFORMING L&D TEAMS DO DIFFERENTLY

What High-Performing L&D
Teams Do Differently

Up to this point, the data shows a clear pattern.
Automation demand is rising, but data readiness
is lagging. Governance gaps and inconsistent
data structures limit scale.

The question then becomes: what separates the
organizations that scale automation successfully
from those that struggle?

Enterprise research provides a starting point.
The Precisely and LeBow College report found
that organizations with stronger governance
practices are significantly better positioned to
advance Al and automation initiatives. Data
governance was cited by 62 percent of
respondents as the primary barrier to progress,
and only 12 percent reported their data as Al
ready.
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The implication is straightforward. Where
governance and data structure are mature,
advanced initiatives are more likely to succeed.

Accenture's research reinforces this link between
foundation and scale. Sixty-five percent of CXOs
report that building an end-to-end data
foundation is a top obstacle to scaling initiatives,
and 48 percent say they lack sufficient high-
quality data to operationalize them.

Organizations that invest in foundational data
capabilities accelerate their ability to deploy
advanced automation and Al use cases.

When applied to learning operations, the same
structural patterns emerge.

High-performing L&D teams do not rely on ad
hoc automation layered on top of inconsistent
systems. Instead, they invest in:
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CHAPTER FOUR — FIVE STRUCTURAL PATTERNS

Standardized data objects.
Learners, courses, sessions, skills, and compliance states follow consistent definitions across regions

and business units. Reporting and automation rules reference shared definitions rather than local
variations.

Clear data ownership.

Responsibility for data accuracy and governance is defined. Changes to fields, taxonomies, or
identifiers are managed deliberately rather than informally.

Consistent identifiers across systems.

Learner IDs, course codes, and compliance categories align between HRIS, learning platforms, and
reporting tools. Integrations operate on stable keys rather than duplicate records.

API accessibility.

Learning data is accessible through structured interfaces that allow automation and reporting tools to
retrieve consistent, reliable information without manual exports.

Embedded governance.

Data validation rules, audit trails, and change management processes are built into workflows rather
than added after issues arise.

These are structural characteristics rather than feature upgrades.

Organizations that build learning operations on structured data foundations are able to scale
automation more predictably. Workflows extend across systems without constant reconfiguration.
Reporting aligns with operational data. Compliance and skills initiatives operate on consistent
definitions.

The differentiator is not the presence of automation tools. It is the structure of the data

those tools rely on.
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CHAPTER FIVE — STRUCTURED DATA AS THE FOUNDATION FOR SMARTER AUTOMATION

Structured Data as the
Foundation for Smarter

Automation

Across industries, the evidence is consistent.
Organizations that struggle to scale automation
typically struggle with data readiness.
Governance gaps, inconsistent definitions, and
fragmented systems limit the effectiveness of
advanced initiatives.

The same dynamic is visible in learning
operations.

Automation tools are widely available. Workflow
capabilities are expanding. Al-driven features

are increasingly embedded in learning platforms.

Yet scalable, reliable automation depends on
something more fundamental: structured,
standardized learning data.

© 2026 Administrate, Inc.

When learner, course, skills, and compliance
data are consistent across systems and regions,
automation supports operational reliability rather
than introducing fragility. Reporting becomes
more credible and initiatives become clearer and
more measurable.

L&D credibility increasingly depends on the
ability to operate at enterprise speed with
consistent, trustworthy data. Structured data is
the enabling layer that allows automation to
meet that expectation.
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CHAPTER SIX — ADMINISTRATE MAKES LEARNING AUTOMATION RELIABLE AT SCALE

Administrate makes learning
automation reliable at scale

Administrate structures the operational data behind learning so automation works
the way it should. Learners, programs, compliance records, and systems operate
from a consistent foundation, reducing fragility as complexity grows. That structure
allows L&D teams to scale workflows, reporting, and integrations with confidence
instead of constant oversight.

See if a training management system will work for you

Talk to our team about whether Administrate fits your operating model — or whether your
current foundation is ready for the automation you're being asked to deliver.
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A RESEARCH BRIEF FROM ADMINISTRATE

Make automation
reliable. Start with
the data that powers
it.

Administrate is the only training management system dedicated
to live training. We help enterprise L&D teams structure their
operational data so automation, reporting, and integrations
work at scale.

See if a training management system will work for you ->

TRUSTED BY ENTERPRISE TRAINING TEAMS

Maersk Training - Roche Diagnostics - Siemens Healthineers — training thousands of learners
every year.
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